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Abstract
Background  Work well-being has become a critical concern in healthcare and 
educational sectors, yet limited research has examined how workplace conditions 
influence work well-being among health trainers in Malaysia. This study aimed to 
explore the sequential mediating roles of job resources and burnout in the relationship 
between workplace environment and work well-being among trainers in the Ministry 
of Health Training Institutes.

Method  A cross-sectional survey was conducted among 651 trainers from 19 ILKKM 
campuses across Malaysia. Validated instruments were used to assess workplace 
environment, job resources, burnout, and work well-being. Data were analyzed using 
Hayes’ PROCESS macro (Model 6) with 5,000 bootstrap samples to test the sequential 
mediation model.

Results  The findings revealed that workplace environment positively predicted 
job resources and negatively predicted burnout, both of which showed statistically 
significant but modest effects on work well-being. The indirect effects through job 
resources, burnout, and their sequential pathway were statistically significant. The 
model explained 39.8% of the variance in work well-being, indicating satisfactory 
explanatory power.

Conclusions  A supportive workplace enhances job resources, reduces burnout, 
and improves trainers’ work well-being. The results provide evidence for the dual 
pathways of the Job Demands–Resources framework, in which motivational processes 
strengthen engagement while strain processes are mitigated through adequate 
resources. Strengthening organizational support and cultivating participative and 
resourceful work climates may foster sustainable work well-being among healthcare 
trainers in Malaysia.
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1  Introduction
Work well-being has become an important focus in organizational and occupational 
health psychology because it directly influences employee motivation, engagement, and 
performance. The World Health Organization reported that a significant proportion of 
working adults experience mental health challenges that reduce productivity and overall 
well-being [63]. These challenges are particularly evident in professions requiring emo-
tional labor, such as education and healthcare, where sustained interpersonal demands 
and heavy workloads increase the risk of stress and burnout [38]. Promoting employ-
ees’ work well-being is not only a matter of organizational performance but also a global 
commitment to ensuring good health and decent work as emphasized in the United 
Nations Sustainable Development Goals (SDGs) [61]. Within this context, advancing the 
science of work well-being is essential for improving the quality of working life and sup-
porting sustainable professional development.

In Malaysia, concerns regarding occupational well-being among educators and health-
care professionals have become increasingly prominent. Trainers at the Ministry of 
Health Training Institutes (Institut Latihan Kementerian Kesihatan Malaysia, ILKKM) 
perform multiple roles as educators and health practitioners, often facing demanding 
workloads, administrative obligations, and continuous interpersonal engagement that 
can undermine motivation and satisfaction. Evidence shows that Malaysian educators 
commonly experience high stress, lower institutional support, and reduced work well-
being [58, 66, 67], while studies also document widespread burnout in the teaching pro-
fession [27]. Similar pressures are observed among healthcare staff, including heightened 
burnout and the need for effective coping mechanisms in public hospital settings [54]. 
Earlier work further indicates that specific teacher groups encounter notable stressors 
within the Malaysian system [15]. These patterns highlight the importance of examining 
how the workplace environment shapes the work well-being of ILKKM trainers, who 
play a crucial role in strengthening the country’s healthcare training capacity.

Work well-being reflects an individual’s positive psychological functioning within the 
work context [44, 62]. In the present study, work well-being is further conceptualized 
from a behavioral perspective, reflecting employees’ positive functioning at work as indi-
cated by their task and contextual performance [13, 29]. It encompasses positive states 
such as satisfaction and engagement, alongside the absence of negative conditions such 
as stress and burnout [12, 24]. The workplace environment is a major determinant of 
these outcomes. Within the Job Demands–Resources (JD-R) framework [3], environ-
mental conditions can create demands that deplete energy or provide resources that 
enhance motivation and resilience. Supportive environments characterized by coopera-
tion, autonomy, and recognition are associated with higher engagement and work well-
being, whereas rigid or unsupportive settings heighten strain and emotional exhaustion 
[2, 38]. When employees perceive their environment as fair and participative, they tend 
to experience lower burnout and greater satisfaction, reinforcing the central role of the 
workplace environment in shaping work well-being in educational and healthcare train-
ing contexts.

Despite the growing recognition of occupational well-being among educators and 
healthcare professionals, limited research has specifically examined trainers ILKKM, 
who operate within demanding educational and healthcare contexts. Previous stud-
ies on Malaysian healthcare professionals have highlighted the prevalence of burnout 
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and associated coping challenges [54], underscoring the need to extend such research 
to health trainers. Most existing studies have treated stress, burnout, and satisfaction 
as separate variables rather than integrating them into a comprehensive model [40, 60]. 
This has left a gap in understanding how workplace environment factors interact to 
shape work well-being. Considering this, the present study aims to develop an integrated 
framework grounded in the JD-R model to examine how the workplace environment 
influences work well-being and to explore the mediating role of burnout [9, 34].

Additionally, examining the sequential relationship between job resources and burn-
out is essential, as trainers in Malaysia’s Ministry of Health Training Institutes face 
continuous cognitive, emotional, and physical demands that challenge their work well-
being. Job resources in these domains help sustain motivation and psychological bal-
ance, whereas their depletion leads to exhaustion and disengagement. Understanding 
how job resources and burnout operate in sequence provides crucial insight into how 
the workplace environment shapes work well-being and highlights pathways for foster-
ing resilience in healthcare training settings. Importantly, because ILKKM trainers carry 
both teaching-related and healthcare-related responsibilities, their combined demands 
and resource needs create a unique work profile that may cause JD–R processes to func-
tion differently from those in typical educational or clinical roles, revealing a theoretical 
gap that has received little attention.

Accordingly, this study aims to develop and test an integrated JD-R-based framework 
that explains how the workplace environment affects ILKKM trainers’ work well-being 
through the sequential effects of job resources and burnout. The following sections pres-
ent the theoretical foundations and hypotheses that guide this investigation.

1.1  The relationship between workplace environment and work well-being

The workplace environment plays a crucial role in shaping employees’ psychological 
experiences, motivation, and overall work well-being. Work design research has long 
emphasized that contextual and structural job features shape employees’ motivation, 
engagement, and work well-being [45]. A supportive and participative workplace envi-
ronment satisfies individuals’ psychological and social needs, thereby enhancing engage-
ment, satisfaction, and organizational commitment. Previous research has shown that 
improvements in both physical and psychosocial aspects of the workplace environment 
significantly enhance healthcare professionals’ well-being, demonstrating the impor-
tance of holistic environmental support [7]. Similarly, a positive psychosocial workplace 
environment not only contributes to employees’ work well-being but also fosters resil-
ience and sustained performance [64]. Furthermore, happiness and well-being are both 
outcomes and reinforcers of a positive work climate, suggesting a reciprocal relationship 
between environmental quality and employee flourishing [51].

In this study, the workplace environment comprises three dimensions: Humanistic, 
Work Relationship, and Bureaucratic. The first two reflect supportive aspects of the cli-
mate, whereas the Bureaucratic dimension represents structural constraints and was 
reverse-coded so that higher scores consistently indicate a more favorable environment. 
These effects can be understood through the JD–R framework, which highlights that a 
favorable work environment provides essential resources that help employees maintain 
energy and motivation in their daily work, thereby enhancing their work well-being [3]. 
Overall, when employees perceive their workplace as supportive, fair, and participative, 
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they are more likely to experience higher levels of motivation and well-being, reflect-
ing the general motivational process described in prior literature. Hence, based on these 
studies, we propose:

H1  Workplace environment is positively correlated with work well-being.

1.2  The mediating effect of job resources between workplace environment and work well-

being

Workplace conditions that encourage collaboration, autonomy, and psychological safety 
play a critical role in cultivating job resources that sustain employees’ motivation and 
effectiveness. Such environments enable individuals to access sufficient cognitive, emo-
tional, and physical resources to meet professional demands and maintain engagement. 
Strong supervisor–worker relationships enhance the accessibility of job resources, creat-
ing safer and more productive organizational climates [35]. Similarly, favorable work-
place conditions promote both internal and external resources, contributing to higher 
levels of job satisfaction and work well-being [65]. Adequate job resources allow employ-
ees to meet expectations efficiently while protecting against psychological strain [43], 
whereas job resources not only enhance subjective well-being but also function as a core 
motivational driver within the job demands–resources framework [9]. In line with this 
perspective, a supportive work environment helps employees build up the resources 
they rely on to stay motivated and cope effectively with daily job demands. Collectively, 
these findings highlight that supportive and resource-enabling environments foster psy-
chological resilience and sustained work well-being, underscoring the central role of 
job resources as a motivational pathway linking workplace environment and work well-
being. Hence, based on these studies, we propose:

H2  Workplace environment is positively correlated with job resources.

H3  Job resources have a mediating effect between workplace environment and work 
well-being.

1.3  The mediating role of burnout in the relationship between workplace environment 

and work well-being

Burnout represents a central psychological response to prolonged exposure to unfavor-
able or overly demanding workplace environments [33]. In contrast, a resource-enriched 
and psychologically safe organizational climate can buffer employees against strain 
by promoting autonomy, recognition, and emotional balance. Excessive bureaucratic 
rigidity, high workloads, and limited decision-making opportunities, however, tend to 
accelerate emotional exhaustion and cynicism [5, 38]. Empirical studies consistently 
demonstrate that insufficient psychosocial support and lack of managerial responsive-
ness predict higher burnout levels and lower work well-being, particularly among pro-
fessionals in education and healthcare settings [19, 55, 56, 64]. Conversely, positive and 
empowering workplace environments can enhance employees’ confidence and perceived 
competence, thereby mitigate fatigue and foster engagement. From a JD–R perspec-
tive, inadequate resources make employees more vulnerable to job demands, increas-
ing the likelihood that strain will accumulate and manifest as burnout. Collectively, 
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these findings suggest that burnout serves as a mediating mechanism linking workplace 
environment and work well-being, as prolonged exhaustion depletes energy and under-
mines employees’ capacity for effective functioning [2]. Hence, we propose the following 
hypotheses:

H4  Workplace environment is negatively correlated with burnout.

H5  Burnout have a mediating effect between workplace environment and work well-being.

1.4  Comprehensive association among workplace environment, job resources, burnout, 

and work well-being

Job resources and burnout jointly capture the motivational and strain processes through 
which the workplace environment exerts its influence on employees’ work well-
being. Grounded in the JD–R theory and Conservation of Resources (COR) perspec-
tive, employees are understood to continuously seek, preserve, and replenish valuable 
resources that sustain motivation, energy, and psychological stability [2, 21]. When orga-
nizations cultivate an enabling climate characterized by trust, flexibility, and managerial 
support, employees are more likely to access adequate cognitive, emotional, and physical 
resources that promote engagement, resilience, and professional growth [13, 35]. Such 
resource-enhancing environments buffer the adverse effects of job demands, strengthen-
ing intrinsic motivation and reducing perceived strain [9, 34].

In contrast, settings marked by excessive bureaucracy, rigid hierarchies, and limited 
autonomy may erode available resources, triggering emotional exhaustion and deperson-
alization [4, 36]. Burnout, in turn, represents the depletion stage of the resource process, 
undermining employees’ ability to sustain engagement and positive affect, and conse-
quently diminishing work well-being [30]. Therefore, job resources and burnout operate 
sequentially rather than independently: a resource-enriched environment replenishes 
employees’ psychological capacity, which in turn protects them from burnout and 
enhances their work well-being. In this way, the sequence from gaining resources to 
preventing exhaustion reflects how the workplace environment shapes employee func-
tioning through interconnected motivational and strain pathways rather than through 
isolated effects. This sequential mediation reflects the dual pathways, namely motiva-
tional and strain processes, through which the workplace environment shapes sustain-
able employee functioning. Hence, we predicted that:

H6  Job resources and burnout sequentially mediate the relationship between Workplace 
environment and work well-being.

In conclusion, our proposed sequential mediation model delineating the relationship 
between workplace environment, job resources, burnout, and work well-being is pre-
sented in Fig. 1. To validate the aforementioned hypotheses, this study employed a ques-
tionnaire survey to examine the relationship between workplace environment and work 
well-being among ILKKM trainers in Malaysia. Furthermore, the study investigated 
whether job resources and burnout function as individual and sequential mediators in 
the relationship between workplace environment and trainers’ work well-being.
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2  Method
2.1  Participants and procedures

This study adopted a quantitative research design to examine the relationships among 
workplace environment, job resources, burnout, and work well-being among trainers at 
ILKKM. Data were collected via an online questionnaire between August and Novem-
ber 2024. Ethical approval was obtained from the National Medical Research Register 
(NMRR) (NMRR ID-24-00959-IKC) prior to data collection, ensuring full compliance 
with established ethical standards and research integrity principles.

A total of 651 trainers from 19 ILKKM campuses across Peninsular Malaysia, Sabah, 
and Sarawak participated in the study. All ILKKM trainers nationwide were invited to 
take part through an online survey administered via Google Forms. The survey link, 
together with the study information sheet and consent form, was distributed through 
institutional email channels by the Health Development and Training Department 
(Bahagian Pembangunan dan Latihan (BPL), Ministry of Health Malaysia, with a 
reminder email issued approximately two weeks later to encourage participation. Based 
on an estimated trainer population of about 900 individuals, the final sample represented 
an approximate response rate of 72%. Before completing the questionnaire, participants 
were informed about the study’s purpose and procedures, assured of confidentiality and 
anonymity, and provided electronic informed consent. Participation was voluntary, and 
no identifying information was collected to protect respondents’ privacy.

This approach ensured that all responses remained anonymous and were used solely 
for research purposes. Following data collection, participants’ demographic information 
was summarized to provide a comprehensive overview of the sample characteristics. A 
total of 651 participants took part in the study. Among them, 149 were male (22.9%) 
and 502 were female (77.1%). The majority of participants were aged between 40 and 49 
years (40.6%), followed by those aged 50–59 years (28.5%). Regarding work experience, 
40.1% of the trainers had worked for 11–20 years, 35.3% for 21–30 years, and 10.6% for 
more than 30 years. In terms of educational background, 65.0% of participants held a 
bachelor’s degree or diploma, while a smaller proportion (approximately 4%) possessed a 
master’s degree or higher qualification.

2.2  Scales

To ensure that all measurement instruments were culturally and linguistically appropri-
ate for the ILKKM context, the scales underwent a systematic translation and adaptation 
process. The original English items were translated into Malay with careful attention 
to conceptual equivalence, followed by a back-translation into English for comparison 
with the source versions. Three field experts, including senior lecturers and psychology 

Fig. 1  The proposed sequential mediation model
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specialists, reviewed the translated items to assess clarity, cultural fit, and relevance to 
the ILKKM training environment. A pilot test with 50 ILKKM trainers was then con-
ducted to check item comprehensibility and response consistency. Feedback from the 
pilot indicated that no further revisions were necessary, and the final Malay version of 
the scales was used for the main data collection.

To improve model fit, items with low standardized factor loadings (< 0.40) or high 
modification indices were removed to address potential cross-loadings or redundancy 
during confirmatory factor analysis (CFA). All retained items demonstrated standard-
ized loadings above 0.50 and were statistically significant (p < 0.001), indicating strong 
item reliability and convergent validity. Model adequacy was evaluated according to 
established guidelines, which recommend CFI and TLI values above 0.90 (preferably ≥ 
0.95), RMSEA values below 0.08, and GFI values above 0.90 as indicative of acceptable 
to good model fit [6, 18, 23]. Although minor deviations in individual indices are pos-
sible in large-sample or complex models, the combination of fit indices suggested that 
the overall measurement model was robust and theoretically sound. The results of the 
CFA for each construct are presented below.

2.2.1  Workplace environment

The workplace environment was assessed using a validated questionnaire adapted from 
a previous study [1], which was further modified to suit the context of Malaysia’s health 
training institutes. The instrument comprised three key dimensions: Bureaucratic, 
Humanistic, and Work Relationship, representing essential aspects of the organizational 
climate. The Bureaucratic dimension reflects the degree of structure, rules, and formal-
ization within the organization (e.g., “All employees must follow the established rules 
and procedures”). Because the original items in this dimension were negatively worded, 
they were reverse-coded so that higher scores represent a more favorable perception 
of the workplace environment before analysis. The Humanistic dimension captures 
autonomy, empowerment, and managerial trust toward employees (e.g., “The manage-
ment considers employees’ ideas when making decisions”), and the Work Relationship 
dimension assesses the level of warmth, support, and cooperation among colleagues 
and supervisors (e.g., “Employers support their subordinates”). Each item was rated on 
a five-point Likert scale ranging from 1 (Strongly Disagree) to 5 (Strongly Agree). Sev-
enteen items were retained in the final model, and CFA indicated an acceptable model 
fit (χ²/df = 5.986, CFI = 0.997, TLI = 0.996, RMSEA = 0.088, GFI = 0.996). The scale 
demonstrated high internal reliability Cronbach’s α = 0.923, confirming that the adapted 
instrument was valid and appropriate for assessing the workplace environment among 
ILKKM trainers.

In addition, the model’s fit indices further supported the robustness of the measure-
ment structure. Although the RMSEA value (0.088) slightly exceeded the conventional 
threshold of 0.08, this value remains within the acceptable range for large-sample analy-
ses and complex models [18, 23]. Furthermore, other fit indices, including CFI = 0.997, 
TLI = 0.996, and GFI = 0.996, were well above the recommended cutoffs, indicating that 
the model achieved an overall satisfactory fit to the data. Therefore, the measurement 
model was considered valid and theoretically sound. The slightly elevated RMSEA may 
be attributed to the multidimensional structure of the scale as well as potential method 
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effects arising from the mix of positively and negatively worded items, which are known 
to marginally increase RMSEA values [49].

2.2.2  Work well-being

Work well-being was measured using the Individual Work Performance Questionnaire 
(IWPQ), a validated instrument designed to assess employees’ work-related well-being 
[29]. This questionnaire evaluates two primary dimensions: task performance (e.g., “I 
was able to perform my work well with minimal time and effort”) and contextual per-
formance (e.g., “I knew how to solve difficult situations and setbacks quickly”). All items 
were rated on a five-point Likert scale ranging from 1 (Strongly Disagree) to 5 (Strongly 
Agree). A total of 17 items were retained for analysis. The measurement model demon-
strated a good fit to the data (χ²/df = 3.011, CFI = 0.996, TLI = 0.995, RMSEA = 0.076, 
GFI = 0.995). Cronbach’s α was 0.949, indicating excellent internal consistency.

2.2.3  Job resources

Job resources were measured using an adapted version of the Demand-Induced Strain 
Compensation (DISC) Questionnaire [10]. This scale captures three dimensions of job 
resources: cognitive, emotional, and physical. Cognitive resources assess autonomy and 
opportunities to apply one’s skills (e.g., “I have the opportunity to vary complex tasks 
with simple tasks”), emotional resources evaluate the level of social and emotional sup-
port received from colleagues and supervisors (e.g., “I have the opportunity to express 
my true emotions after a threatening situation occurs, without experiencing negative 
consequences”), and physical resources measure the adequacy of tools, materials, and 
physical comfort in the workplace (e.g., “I have adequate technical equipment to accom-
plish physically strenuous tasks”). All items were rated on a five-point Likert scale rang-
ing from 1 (Strongly Disagree) to 5 (Strongly Agree). After refinement, 13 items were 
retained. CFA results indicated acceptable model fit (χ²/df = 3.822, CFI = 0.997, TLI = 
0.996, RMSEA = 0.066, GFI = 0.997), with Cronbach’s α = 0.932, suggesting high internal 
reliability.

2.2.4  Burnout

Burnout was assessed using the Shirom–Melamed Burnout Measure (SMBM) [57], 
which conceptualizes burnout as a multidimensional construct encompassing physi-
cal fatigue, emotional exhaustion, and cognitive weariness. Physical fatigue reflects the 
depletion of physical energy (e.g., “I have no energy for going to work in the morning”), 
emotional exhaustion indicates the loss of emotional resources and capacity to connect 
with others (e.g., “I feel emotionally burned out”), and cognitive weariness represents 
reduced concentration and mental sharpness (e.g., “I have difficulty thinking about com-
plex things”). Responses were recorded on a seven-point Likert scale ranging from 1 
(Never) to 7 (Always). Eleven items were retained in the final model. CFA results indi-
cated an excellent model fit (χ²/df = 2.829, CFI = 0.999, TLI = 0.999, RMSEA = 0.053, 
GFI = 0.999), and Cronbach’s α = 0.952, demonstrating outstanding internal consistency.

A full measurement model was estimated to assess the validity of all study constructs 
before conducting further analyses. The model demonstrated acceptable overall fit (χ²/
df = 4.438, CFI = 0.917, TLI = 0.917, RMSEA = 0.074, GFI = 0.983), supporting the ade-
quacy of the measurement structure. Convergent validity was confirmed, as all Average 
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Variance Extracted (AVE) values exceeded the recommended threshold of 0.50 (0.547–
0.731). Discriminant validity was further supported by the Heterotrait Monotrait Ratio 
(HTMT), which ranged from 0.424 to 0.715 and were well below the conservative cutoff 
of 0.85, indicating that the four latent constructs are empirically distinct. With the mea-
surement properties validated, subsequent statistical analyses were conducted based on 
the established measurement model.

2.3  Statistical analyses

Data analysis was conducted using SPSS version 26 and Jamovi version 2.6.45. The 
serial mediation model was tested using PROCESS macro Model 6 in SPSS, with 5,000 
bootstrap samples employed to generate bias-corrected 95% confidence intervals [20]. 
Confirmatory factor analyses (CFAs) were performed through the syntax interface in 
the Structural Equation Modeling (SEM) module of Jamovi, applying the Diagonally 
Weighted Least Squares (DWLS) estimation method, which is appropriate for ordinal 
Likert-scale data. Jamovi was chosen for its integration with the R environment, provid-
ing robust estimation for ordinal data and convenient visualization of model fit indices.

3  Results
3.1  Assessment of the extent of common method variance

To examine the potential influence of common method bias, Harman’s single-factor test 
was conducted using exploratory factor analysis without rotation. The analysis extracted 
five factors with eigenvalues greater than 1, and the first factor accounted for 33.94% of 
the total variance, which was below the 40% threshold suggested by Podsakoff. There-
fore, common method bias was not considered a serious concern in this study [49, 50].

3.2  Examination of multicollinearity

Prior to hypothesis testing, multicollinearity diagnostics were conducted using Jamovi 
(Version 2.6). The variance inflation factor (VIF) values ranged from 1.26 to 1.75, and 
tolerance values were all above 0.57, well within the recommended thresholds [18]. 
These results confirmed that there were no multicollinearity concerns among the vari-
ables, indicating that all predictors were appropriate for further regression analyses.

3.3  Correlation analysis

Table 1 displays the significant correlations among workplace environment, work well-
being, job resources, and burnout. All correlations were statistically significant at the p < 
0.001 level. Workplace environment was positively associated with work well-being (r = 
0.541) and job resources (r = 0.643) and negatively associated with burnout (r = -0.430). 
These significant interrelationships among the variables provide preliminary support for 
the proposed hypotheses and justify further analysis using mediation models.

Table 1  Means, standard deviations, and correlations among variables (N= 651)
Mean SD 1 2 3 4

1.Workplace environment 3.68 0.66 1

2.Work well-being 4.03 0.65 0.54*** 1

3.Job resources 3.76 0.70 0.64*** 0.55*** 1

4.Burnout 2.96 1.26 -0.43*** -0.44*** -0.41*** 1
*** p < 0.001
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3.4  Examination of the sequential mediation model

Table  2 presents the results of the sequential mediation analysis conducted using 
Model 6 of PROCESS. The workplace environment significantly predicted job resources 
(β = 0.675, t = 21.402, p < 0.001, R² = 0.414), indicating that a better workplace environ-
ment is associated with greater job resources. In turn, both workplace environment (β 
= − 0.546, t = − 6.298, p < 0.001) and job resources (β = − 0.404, t = − 4.899, p < 0.001) 
significantly and negatively predicted burnout (R² = 0.214), suggesting that supportive 
environments and sufficient resources help reduce employee burnout.

Finally, work well-being was significantly predicted by workplace environment 
(β = 0.253, t = 6.285, p < 0.001), job resources (β = 0.282, t = 7.447, p < 0.001), and burnout 
(β = − 0.106, t = 5.997, p < 0.001), with an overall model R² of 0.398. All proposed hypoth-
eses were supported by the data. Workplace environment was positively associated with 
job resources (H2) and work well-being (H1) and negatively associated with burnout 
(H4). Mediation analyses further indicated that job resources (H3), burnout (H5), and the 
sequential pathway through both variables (H6) significantly mediated the effect of work-
place environment on work well-being. All indirect effects were statistically significant, 
with 95% confidence intervals excluding zero, supporting the hypothesized sequential 
mediation model.

3.5  Bootstrap test of the sequential mediation model

A bootstrap analysis using 5000 bias-corrected bootstrap samples was conducted to 
examine the statistical significance of the indirect effects. As shown in Table 3, the total 
indirect effect of workplace environment on work well-being through job resources and 
burnout was significant (B = 0.277, SE = 0.036, 95% CI [0.207, 0.349]).

Specifically, workplace environment influenced work well-being through three signifi-
cant indirect pathways: (1) via job resources (B = 0.190, SE = 0.036, 95% CI [0.121, 0.261]); 

Table 2  Sequential mediation analysis (N = 651)
Regression Model index Coefficients
Dependent variable Independent variable R2 F β t
Job resources Workplace environment 0.41*** 458.07 0.68 21.40***

Burnout Workplace environment 0.21*** 88.16 -0.55 -6.30***

Job resources -0.40 -4.90***

Work well-being Workplace environment 0.40*** 142.27 0.25 6.29***

Job resources 0.28 7.45***

Burnout -0.11 5.00***

β = Standardized coefficients. ***p < 0.001. All variables were standardized

Table 3  Total, direct, and indirect effects of workplace environment on work well-being via job 
resources and burnout. (N = 651)
Path B SE 95%CI
Total effect 0.53 0.03 [0.47, 0.59]

Direct effects 0.25 0.04 [0.17, 0.33]

Total indirect effects 0.28 0.04 [0.21, 0.35]

Workplace environment →  job resources →  work well-being 0.19 0.04 [0.12, 0.26]

Workplace environment →  burnout →  work well-being 0.06 0.02 [0.03, 0.09]

Workplace environment →  job resources →  burnout →  work well-being 0.03 0.01 [0.01, 0.05]
Bootstrap sample size = 5000. SE  standard error. CI   confidence interval
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(2) via burnout (B = 0.058, SE = 0.016, 95% CI [0.029, 0.092]); and (3) via the sequential 
path through job resources and burnout (B = 0.029, SE = 0.010, 95% CI [0.012, 0.052]).

In addition, the direct effect of workplace environment on work well-being remained 
significant (B = 0.252, SE = 0.040, 95% CI [0.174, 0.331]), indicating partial mediation. 
This sequential mediation model accounted for a significant portion of variance in work 
well-being (R² = 0.396, F = 142.273, p < 0.001). The sequential mediation model is illus-
trated in Fig. 2.

4  Discussion
4.1  The positive correlation between workplace environment and work well-being

The results confirmed H1, demonstrating a significant positive relationship between 
workplace environment and work well-being. A supportive and participative work-
place fosters psychological safety, satisfaction, and motivation, contributing to employ-
ees’ overall well-being. Recent studies have consistently emphasized that positive work 
environments characterized by autonomy, recognition, and social support enhance job 
satisfaction and reduce stress-related outcomes [31]. Similarly, previous research identi-
fied that educational employees in Malaysia experience better mental health and work 
engagement when their institutional environment encourages collaboration and profes-
sional growth [40]. This pattern is also consistent with evidence showing that Malaysian 
teachers’ psychological well-being is strongly shaped by job control and social support 
within their psychosocial work environment [25], and that high stress and emotional 
fatigue are common when such environmental resources are lacking [47].

Furthermore, Malaysian workplace research highlights that transparent and clear 
communication fosters trust, satisfaction, and positive perceptions of the organizational 
climate [28]. In collectivistic Asian contexts, supportive interpersonal relationships and 
constructive communication tend to amplify the influence of workplace environment 
on well-being, which helps explain the strong direct association observed in the current 
study [39].

4.2  The mediating role of job resources between workplace environment and work well-

being

H2 and H3 were supported, indicating that job resources play a crucial mediating role 
between workplace environment and work well-being. Employees working in a resource-
ful and empowering environment can draw upon cognitive, emotional, and physical 
resources that enhance their engagement and psychological resilience. Job resources 
such as autonomy and social support have been shown to significantly improve both 
performance and psychological well-being [31]. In addition, evidence indicates that job 

Fig. 2  Mediating effect of job resources and burnout on the relationship between workplace environment and 
work well-being. → Statistically significant mediation paths
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resources buffer the negative effects of job demands, reinforcing the motivational pro-
cess described in the JD–R model [17].

This pattern is also consistent with international findings showing that resource-
related factors often exert particularly strong positive effects on employee motivation 
and well-being in collectivistic Asian contexts, where interpersonal support and feed-
back carry substantial motivational weight [39]. Malaysian research further indicates 
that emotional and physical demands strongly predict subsequent burnout and psycho-
logical strain [41, 42]. In high-demand environments such as ILKKM, access to adequate 
job resources becomes critical for sustaining motivation and reducing strain. Within this 
context, resources such as training materials, peer support, and fair workload allocation 
may enhance trainers’ sense of competence and engagement, thereby fostering higher 
levels of work well-being.

4.3  The mediating role of burnout between workplace environment and work well-being

The findings also supported H4 and H5, confirming that burnout mediates the rela-
tionship between workplace environment and work well-being. Poor or unsupportive 
environments characterized by excessive demands, limited control, and insufficient rec-
ognition can heighten emotional exhaustion and disengagement. This pattern is con-
sistent with evidence that unfavorable working conditions are closely linked to higher 
burnout and reduced psychological health [30, 59]. In interpreting these results, it is 
notable that the bureaucratic dimension of the workplace environment did not signifi-
cantly predict burnout. This aligns with research showing that extensive formalization 
is common and often regarded as routine in public-sector organizations [53], and that 
structured procedures can support coordination rather than undermine well-being [8]. 
Prior findings also indicate that bureaucratic constraints rarely produce direct psycho-
logical strain; their effects tend to be conditional or indirect [52].

By contrast, burnout among educators and health-related professionals is more 
strongly triggered by heavy instructional workloads, administrative burdens, curriculum 
pressure, and resource shortages [32, 37, 46]. ILKKM trainers face similar realities, bal-
ancing teaching duties, assessment responsibilities, and clinical oversight, which consti-
tute more immediate and taxing demands than procedural routines. These task-related 
pressures are likely to overshadow the influence of bureaucratic factors, helping explain 
why the bureaucratic dimension had minimal impact on burnout in this study.

4.4  The sequential mediation of job resources and burnout between workplace 

environment and work well-being

The findings supported H6, showing that the workplace environment influences work 
well-being through a sequential process in which a favorable environment enhances job 
resources and these resources subsequently reduce burnout. When trainers are pro-
vided with sufficient cognitive, emotional, and physical resources, they are better able to 
manage the combined teaching, assessment, and clinical demands of their work, which 
prevents the gradual accumulation of strain and promotes sustained engagement. This 
pattern is consistent with the dual-process mechanism described in the JD–R frame-
work, where resources stimulate motivation and reduced strain enhances well-being [17, 
30]. As resources accumulate, employees maintain higher levels of focus and energy and 
are less likely to experience the emotional exhaustion that undermines well-being.
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The results also showed that the workplace environment retained a significant direct 
effect on work well-being after accounting for job resources and burnout. This sug-
gests that additional mechanisms contribute to employees’ positive experiences beyond 
the two mediators examined. Malaysian workplace research highlights that transpar-
ent communication, clarity of information, and supportive interpersonal interactions 
enhance employees’ emotional comfort and satisfaction [28]. Moreover, in collectivis-
tic cultural contexts such as Malaysia, interpersonal support and constructive feedback 
amplify the impact of environmental conditions on employee motivation and well-being 
[39]. These contextual factors may therefore explain why the workplace environment 
in this study continued to exert a direct influence on work well-being even after job 
resources and burnout were controlled.

5  Contributions and implications
This study makes several theoretical and practical contributions. First, it is among the 
earliest empirical investigations focusing on health trainers within ILKKM, profession-
als who simultaneously serve as educators and healthcare practitioners. While prior 
research has largely centered on medical officers, nurses, and other clinical practitioners 
[40, 59], the well-being of health trainers has been overlooked despite their dual respon-
sibilities in education and healthcare service. By addressing this gap, the present study 
extends the JD-R model to the health training context and provides new insight into how 
job resources and burnout sequentially shape employees’ work well-being [2, 11, 14]. 
This contribution advances understanding of work-related well-being in hybrid profes-
sional settings and offers a theoretical foundation for improving organizational practices 
in educational healthcare institutions.

The findings show that humanistic managerial support and positive working rela-
tionships are central to promoting work well-being among ILKKM trainers. When the 
work climate encourages open communication, mutual trust, and supportive interac-
tions, trainers are better able to draw on the cognitive, emotional, and physical resources 
they need to handle the combined demands of teaching, clinical responsibilities, and 
administrative tasks. These results are consistent with prior research demonstrating 
that supportive and resource-rich environments help sustain employee engagement and 
well-being [15], whereas high-demand settings tend to increase emotional exhaustion 
and reduce work quality [16, 48, 14]. An important pattern in our results is that the path-
way through job resources was the strongest among the indirect effects. This suggests 
that efforts to strengthen trainers’ access to practical and professional resources such as 
clearer task planning, a more balanced work rhythm, or more consistent guidance may 
lead to the most immediate improvements in work well-being.

Based on these findings, ILKKM is encouraged to continue developing a work climate 
that supports resource building and reduces unnecessary strain. Providing adequate pro-
fessional guidance, promoting transparent communication, and giving trainers appropri-
ate autonomy in managing their teaching and training responsibilities can help maintain 
motivation and well-being. The strong direct effect from workplace environment to 
work well-being also indicates that factors such as fairness, relationship quality, and clar-
ity of information play an important role beyond job resources and burnout. Previous 
studies have shown that even in settings with high levels of formalization, supportive 
managerial behavior and clear communication can substantially enhance employees’ 
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perceptions of their environment and overall well-being [22]. Strengthening teamwork, 
improving transparency in procedures, and involving trainers more meaningfully in 
decisions that affect their work may further support a healthier and more effective train-
ing environment.

6  Conclusion
This study demonstrated that the workplace environment influences work well-being 
through the sequential mediation of job resources and burnout. A supportive and well-
structured environment allows ILKKM trainers to access the cognitive, emotional, 
and physical resources needed to manage their dual educator–clinician responsibili-
ties, thereby reducing exhaustion and enhancing work well-being. Although situated in 
Malaysia’s public health training system, the findings reflect core JD–R processes and 
therefore offer insights relevant to public-sector training institutions internationally. The 
results also echo global efforts to promote healthier and more sustainable working lives, 
as emphasized in the SDGs.

Within the Malaysian context, the study highlights the importance of fostering a 
supportive and resource-enabling work climate. Providing clear guidance, encourag-
ing transparent communication, and granting appropriate autonomy may help trainers 
better balance teaching, administrative, and professional demands. Since many public-
sector training institutions worldwide share similar organizational characteristics, these 
findings may inform efforts in other countries seeking to strengthen employee work 
well-being in educational and healthcare training settings.

7  Study limitations and future research directions
This study has several limitations that are specific to its design and context. The sam-
ple consisted solely of ILKKM trainers, a professional group that combines teaching 
and clinical responsibilities within Malaysia’s public-sector healthcare training system. 
This hybrid role structure is distinctive and may shape how job resources, burnout, and 
workplace environment are experienced, which limits the generalizability of the findings 
to other educational or healthcare settings. In addition, ILKKM operates under strong 
institutional regulation and formalized procedures, which may influence employees’ 
perceptions of humanistic support, working relationships and bureaucracy in ways that 
differ from less regulated organizations. The study also relied on a cross-sectional, self-
report survey, which restricts causal interpretation and may introduce common method 
bias despite controls applied during data collection. These study-specific constraints 
should be considered when interpreting the results and designing future research.

Future studies could validate the proposed model through longitudinal or cross-
cultural designs to better clarify the causal and contextual dynamics among workplace 
environment, job resources, burnout and work well-being [34]. To reduce potential 
response bias from self-report measures, future research may include multiple sources 
of data such as supervisor evaluations, peer assessments or objective performance indi-
cators. Researchers may also examine additional psychological or organizational mecha-
nisms, including leadership style, organizational justice or coping strategies, to broaden 
the understanding of factors that shape employees’ work well-being [26]. As workplace 
environments continue to change with digitalization and hybrid work arrangements, it 
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would also be valuable to explore how these developments influence the well-being of 
educators and healthcare trainers.

In addition, future research could take a closer look at how different types of job 
resources, such as cognitive, emotional and physical resources, contribute at differ-
ent stages of the resource process. This would help clarify how resources accumulate 
or diminish over time and how these shifts affect burnout and work well-being. Since 
ILKKM trainers combine responsibilities as educators and clinicians, comparative stud-
ies with groups working exclusively in educational or exclusively in clinical settings may 
reveal whether hybrid roles create unique patterns of resource use and strain. Because 
ILKKM operates within Malaysia’s public-sector healthcare system, further research 
could also examine how organizational culture, regulatory requirements and procedural 
practices influence employees’ access to and use of job resources. These contextual fac-
tors may produce workplace dynamics that were not fully captured in the present study.
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